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CORFIBEN TIAL 


REPORT OF WOREING GROUP 
ON 


CIA's | ORSIGN LANGUAGE PROGRAM 


MISSION 


in response to en initiative [rom the DDCI, a Working Croup was 
formed by the Deputy Director for Support to examine the Aguacy‘« foreigu 
language program and develop recommendations to strengthen it. Under 
ite terme of reference, the Croup was asked specifically to: 


a. Examine the status of current and projected language 
requirements in the Agency. 


b. Review the present system for maintaining tie CLA 
Language Inventory and for testing the ekills recorded there . 


¢,. Recommend changes in the policy bace of the Agency's 
language development program to meet tuture needs . 


The DD/S eupplied the Chairman for the orking Group which included 
@ representative from each Deputy Directorate and adviscrs from the Offices 
of Personnel and Training. Gee TAB A for Mat of members .) 


in conductiag its review, the Working Group devoted primary attention 
to: present Agency policies [lon languaze development, evidence as to 
the effectiveness of these policies; records and other indications of language 
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requirements developed by the Deputy Oirectorates; probable trends in language 
requirements ; the status of the Language SiDle laventory malatained by the 
Office of Personnel; the Agency's language proficiency resting program; proposals 
for increasing the language competence oi the Agency; and other proposals for 
tmproviag CIA's language program . 


At the outset of its deliberations the Group obtained a comprehensive 
presentation on the Agency's language program from the Chief of OTR's 
Language School. A briefing by the Acting Sean of the State Department '+ 
Vexsiga Language School was also obtained in conaccticn with the Group's 
examination of the policies aad objectives of language programs in State, <LA, 
AID, and the Department of Defense . 


SUMMARY OF UINDINGS 


Ae others before, notably the Inspector General in his 1 96( survey 
of the CIA Training Program, the Working Group found « widespread lack 2: 
essential discipline in the Agency's management o! its foreign language program. 
This lack of discipline stems in large part, we believe, from two promineat 
defects in CIA's present language policies as they appear in and related 
instructions: firet, the obvious lack of specificity which blurs the Intent ¢: 
policies and side-steps the detailed guidelines so necesuary for their effective 
administration; second, the failure te provide adequately for centralized 
monitoriag and staff supervision uf the Agency's conduct of its language pregram . 


it was concluded that if substantial progress is to be made in impr. ving 
the Agency's language competence these two defects in policy must be dealt 


with. Consequently, the main efforts of the Group have been applied in thet 
direction . 


CONCLUSIONS AND RECOMMENDATIONS 


LANGUAGE REQUIREMENTS 


Realistic and meaningful language requirements are the foundation 
stone of any foreign language program. ‘They are the starting point in the 
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development of hiring policies, trainlag programs, assignment practices, 

er meesures necessary to datisfy an organizaticn ‘2 language needs . 

ognizes this bagiec fact as well as the wisdom of aliowing each 

Deputy Director the latitude of establishing his own language requirement: 
to meet his particular needa. But the regulation errs, we believe, in avoiding 
any statement as to how often such requirements should be surveyed and io 
falling to provide for the staff review of requirements at a central polat where 
they can be related to other elements of the Agency's language program. Ar 
a consequence, the DD/SET has yet to make a detailed survey of his languaze 
requirements, the DD/! and 00/5 have done eo only cnce--in 1960, and the 
DD/P's most recent survey was completed in 1962. 


RECOMMENDATION #1 
EB is recommended that: 


(2) Each Deputy Director prepare by | July 1960 2 current 
statement of his foreign language requirements showing the 
positions, or proportion of positions, in each component which 
require language competence on the part of incumbents, together 
with the specific languages and proficiency levels involved. These 
statements of requirements for language competence in place 
will provide useful background for assignment consideration and 
the bagia for developing language training requirements . 


&) Deputy Directors thereafter update their Janguage 
requirements at least annually. 


) Each Directorate furnish a consclidated statemem 
of ite current language requizements to the Tirector of fraining 
in @ suitable format developed with him for thia purpone . 


TESTING AND RECORDS _ 


rovides thet “stalf personnel who claim any degree of kaow!- 
edge of 3 foreign language are required to have thelr proficiency evaluated 
through Agency tests." However, ao time limit is set within which such terts 
must be taken or retaken and so one is charged with responsibility for seeing 
that it gets done, except the Director of Rereonne! in the case of new employeas 
entering on duty. Perhaps it should net be too surprising, therefore, that as of 
3i December 1964, according to the Office of Personnel, only 54 per cent 9 the 
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skille recorded in CIA's . oreign Language Inventory had been tested, and at 
least two-thirds of the proficlency records--self-appraised as well as resccd-- 
had been filed prier to 1962. A vigorous overhaul of the Agency‘s testing 
program and Voreign language Inventory are clearly in order. 


RECOMMENDATION #2 
i is recommended that: 


(a) Cereer Service leads be made respoasible for aseuria2 
that employees under their jurisdiction whore foreiga lenguage 
proficiencies should be a matter of Agency record undergo approp.iate 
teste as required by Agency policies. 


@) New staff employees entering on duty with the Agency 
whe claim foreign language stills be required tu have such skills 
tested as a part of HOD processing, such testing to be eceomplished 
within two weeks after their entrance on duty. 


) All other staff employees serving in the Headquarters 
area who claim language proficlencies that have act yet been 
tested be required to complete euch tests by 31 Gecember 1966. 
Priority in test scheduling should be given employees claiming 
spoken proficiencics . 


@) Staff employees retursing to Headquarters from overseas 
or domestic feld stations who have untested language proficiencier 
shall be scheduled for testing ae « part of their in-processing, such 
testing to be accomplished within two weexs after their rerucn to 
Headquarters for duty. 


(e) To keep the Agency's © oreign Language Inventory up te 
. date, a policy be approved requiring that after 31 Decernber 1966 
staff employees with tested language proficiencles below the native 
level be retested approximately every three years . 


(f) To simplify lenguage records and testing activities, 
only speaking, reading, and understanding sls be tested or 
recorded, subject to the proviso that the capacity to test writing 
and pronunciation be maintained te meet specific requeets for such 
information . 
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Goals and Objectives 


[tates that “the purpose of the Language Development Program 
is te develop skille in foreign langueges required to discharge the mission and 
functions of the Ageacy.” To translate this broad objective into meaningfi 
atti-ne, we believe more specific goale should be identified. ‘Three ere pro- 
posed et this time: the firat attempts to relate personnel asrigaments to 
language requirements; the second to provide a minimum language goal fer 
professional craployees in “foreign service” carcer fields; and the third t 
improve the Agency's language posture at overseas posts. 


RECOMMENDATION #3 
K& ie recommended that: 


(a) After 3) December 1970, personnel assigned to 
positions for which specified languege requirements have been 
established, or to oxyanizational elements in which a proportion 
of pobitions have been designated ss language- essential, will 
be expected to pogsess the requisite language competéace for 
euch assigaments unless an exception te mutually agreed upon 
on an individual hasia by the responsible Operating Official and 
Career Service Head. 


&) By 31 December 1976, professional employees 
serving in career fields or emplcyment categories designated 
by the responsible Seputy Director as requiring languaye 
competence will, unless imlividually excepted, be expected to 
possess a fully useful proficiency (i.c., ‘Intermediate’ or higher} 
in at leash one foreign language . 


©) Effective immediately, every prifeasional employee 

assigned abroad will be expected to posses at the time he arrives 
at bis overseas post, or to aequire in hia first six moathe there, 
at least a “courtesy” level of proficieucy (i.e., “Sight or higher) 
im the offictal languave of his post or in a commanaly used altcrnate 
janguage. In eddition, non-professional employecs, asd wives of 
employees serving abroad should be encouraged to sequire such 

“courtesy” levels of proficiency and scould be provided training 
for this purpose at Agency expense . . 
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Gareer Trainees 


In the belied that the Agency's primary effort ta improve its languege 
competence should be dicected at its junior officers, the Working Group has 
proposed a special language polley for Career Trainees. And in thie instance, 
permissive phrasing and expresgicns in terme of goals are drepped in favor 
of stating the policy as @ requirement . 


RECOMMENDATION #4 


Every Career Treinee whose plamved essignmert is to a 
career field requiring periodic duty abroad shall possens at least 
an “Elementary” proficlency in one foreign language before being 
transferred to his Career Service and shell possess ct least an 
“Intermediate” proficiency in a foreign language before completing. 
his third year of service in the Agency. 


incentives 


‘The Group considered the aved to provide appropriate language inc cutives 
for at least two categories of Agency employees: (1) those whe in the foture 
bring to the Agency at the time of their appoiotment a useful foreign language 
skill and who are expected to serve in laaguage-essentia] positions, or ta career 
flelds requiring periodic service abroad; and (2) those who undertake the study 
of specified esoteric or “hard” languages in the expectation of accepting aszign- 
mente involving these languages . 


Rt was proposed that some form of salary increase should be used ‘or 
language incentives and that such increases should be available only to employees 
ts grades GS-11 and below serving in positions other than as translators, 
iaterrogatoss, radio monitors, or language instructors. However, the Group 
was unable to reach full agreement with respect to these proposals and to 
develop appropriate grouad rules for thelr administration . 


RECOMMENDATION &3 


k is recommended that: 


The CIA Committee for Language Development be instructed 
to propose a language incentive program withia the guidelines provided 
above, 
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IMPLEMENTATION 


As indicated in its summary of findings, the Working Group believes 
that present Agency policies fail to provide adequate centralized monitorhy, 
end staff supervision for the CIA language program. ‘\ithout these, separate 
elements of the language program cannot be properly interrelated, over-el! 
planning is difficult if not impossible, cestein types of centralized repertiq; 
are hard to obtain, and essential discipline ig often lost. 


‘The Working Group concludes thet the Director of Training should be 
responsible for such staff supervision and that the Committee for Leagueg< 
Development should expand ite functions to assist him in carrying out this 
responsibility. Two other conclusions were soted with respect to the Coguuittee: 
(i) since part of ite job is to review the activities af the CIA Language Schoo!, 
it should be chaired by the Director of Training or his Deputy cather than oy the 
Chief of the Language School, and (2) as a part of its function, the Committee 
should maintain e current classification of el] overceas posts in terme of theix 
primary, alternate, and secondary leaguages to aid Olrectorates in establishing 
language requirements . 


Finally, the Group abserved the need of the Director of Mraining te 
receive adequate forecasts of language treining requirements, preferably 24 « 
fiseal year basis, so he can efficiently plan for and manage the Agency's 
language training activities . 


RECOMMENDATION #6 


it is recommended that: 

fa) Subparegzaph b(<) 0: clarified t3 assign 
responsibility to the Director of for staif supervision 
of the Agency's Language Development Program. 


(b) The Director of Training ox his Deputy serve as 
Chairman of the CIA Counmittee for Language Development . 


) Deputy Oirectors supply annusi forecasts of language 
training requixements te the Director of Training in a format 
developed with him for this purpose. 

@) The Director of Traintag revised anes undextaxe 
such other staff actions as may be required to carry out the 
recommendations in this report which receive final approval . 
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